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Acting Deputy Director for Administration
SUBJECT : MAG Group Recommendations for DCI Decision

Attached are the outstanding itews from the list of 41
recommendations submitted to the Director by the various Agency
MAG groups. We have provided a succinct pro/con argument for
each recommendation which has not already been implemented. If
action has already been taken on the item, we have so indicated.
Our listing of the 25 items of current concern follows the

numerical sequence of the original sumwary paper.
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SUMMARY OF OUTSTANDING RECOMMENDATIONS

1. Set up small office of Personnel Policy under the DDCI to establish
overall personnel policy, monitor adherence, and handle career man-
agement of employees: GS-14 and above; on rotational assigmments;
on detail to other agencies; and directed by an individual appointed
from outside the Agency.

PRO

Establishing such an office at the DDCI level would ensure uniform
persomnel policies throughout the directorates and independent offices,
thus eliminating the partiality some critics feel exists in the present
system. Moving the responsibility for the career management of GS-14s
and above to this new office would facilitate intra- and inter-Agency
rotational assignments of senior officers. This move would also allow
more DDCI participation in the promotion, rotation, training, etc., of
current and future managers of the Agency.

con

Separating the personnel policy role from the personnel management
role may cause duplication of effort and fragmentation of the overall
personnel .program. -This fragmentation would result in the experience
gained in the administration of policy not being translated or imple-
mented into new persomnel policies -- the present system can be more
flexible to react in this regard. In terms of the evaluation of Agency-
wide persomnel policies, other offices at the DDCI level (e.g., the
Inspector General and to some degree the Comptroller) are able currently
to perform that function and recommend changes. In order to handle the
career management of GS-14s and above, the new office would require a
substantial resource commitment to administer the program for the
approximately persons involved. Additionally, the transfer of
jurisdiction for the GS-14s and above and for those on rotation or
detail would complicate the officers' continuity in their career tracks
and hamper their integration into their offices upon reassignment.
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2. Make promotions of lower grade professionals more competitive to
reduce the GS-14/15 bottleneck/bulge.

PRO

More competitive evaluations of lower-grade professionals will
ensure promotion of the most qualified officers. The less qualified
would be encouraged to improve their performance or face the possible
consequences. The GS-14/15 bulge would be eliminated as young officers
would not be encouraged to remain with the Agency for the next promo-
tion if they knew they were competing with their peers and would not be
promoted based on seniority but on achievement. Thus, the underachievers
might leave the Agency prior to reaching the GS-14 level.

coN
The suggestion implies that persomnel in the lower grades are pro-
moted too rapidly; however, the statistics indicate that such is not
the case. The average time in grade, according to the APP data for
FY 76 is as follows for persons promoted to the designated grade.

Average time in grade

GS 7- 9 (in 2 promotions) 51 months
GS 9-11 (in 2 promotions) 45 months
GS 11-12 38 months
GS 12-13 46 months
GS 13-14 54 months
GS 14-15 62 months

The Office of Personnel considers the bulge problem stems from a very
low rate of attrition. Officers reaching a career plateau will remain
with the Agency to increase their retirement benefits. Additionally,
the rate of promotion in the lower grades, as in all professional
grades, is based on comparative evaluation by boards and panels and

an gésessment that the officer can perform satisfactorily at the higher
grade.

3. Reduce the number of managerial positions and layers to make room
for specialists (persons not motivated for management careers but
possessing special skills) at higher grades.

PRO
Adoption of the suggestion would recognize the '"specialist' and

his/her expertise in providing a 'dual track" for advancement to
higher grade levels within their areas of specialization.
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coN

At the present time there are approximately T 29% of the total
GS-14 and above positions that are classified on the basis of substantive
skills rather than managerial or supervisory content of the jobs. Reduc-
ing managerial positions and layers would not necessarily ensure room for
specialists.

4. Relax time-in-grade standards for promotion.
COMMENT

Relaxation of time-in-grade standards for promotion allows for the
rapid advancement of exceptional employees. The newly revised regulation
on promotion states that ''those employees who give indication
that they will be exceptional performers at higher levels of responsi-
bility should not be constrained by time-in-grade guidelines if they are
otherwise qualified for advancement.' Though relaxation of time-in-grade
standards is encouraged, what actually controls the rate of promotions is
the frequency with which vacancies are created through separation or
advancement. At present, few vacancies are occurring with the effect of
delaying promotions. An individual performing in a position of responsi-
bility higher than his/her present grade should be given consideration
for the appropriate grade, but the actual number of promotions is con-
trolled by the Career Service Grade Authorization (CSGA) and thus by the
number of vacancies occurring.

5. Shift responsibility for job specification/grade-level definition
from Position Management and Classification to the local manager.

PRO

Shifting responsibility for job specification/grade-level definition
from Position Management and Classification to the local manager would
allow the local managers to set the grade levels of their employees.

This would allow for greater flexibility so that as programs change or
are instituted the local manager could fill positions from a pool of
qualified applicants regardless of the grade of the job or applicant.
Decentralizing the responsibility for such decisions downward to the
local manager is consistent with the desires of senior management in
the Agency to reduce the ''sucking up'" of authority experienced over
recent years.

-3 -
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CoN

Such a decentralized system as proposed would require extensive
regulatory/rule/oversight application and enforcement and a great num-
ber of persomnel to accomplish the task than would a centralized system.
Local managers have too much vested interest and close involvement with
their programs and their persomnel to maintain an objective approach to
classification. Experiments with this system in other agencies resulted
in the creation of disparities between offices and an escalation in
grade levels. The principle of equal work for equal pay would not be
maintained among Agency components or between the Agency and the rest of
the Government. :

6. Expand use of Civil Service Commission practice of the double-jump
promotion at the lower professional grades. -

PRO

Reinstituting the double-jump promotion at the lower professional
grades would bring the Agency in line with the rest of Government. A
cost savings could result from this practice if the time between GS-7
to GS-9 and GS-9 to GS-11 were not reduced. The saving would accrue
from the absence of the intervening GS-8 and GS-10 promotions.

coN

The Office of Personnel estimates the first-year cost of transition
to this system might reach $400,000. If time in grade at the GS-9 and
GS-11 level were reduced to the current length of time for the single
promotions, as some employees hope, the cost could reach §700,000
annually. This system could cause bunching or a bottleneck at the
GS-11/12 level as promotions would slow down once that level is reached.
(Note: The EAG has taken this matter under advisement.)

7. Reinstitute/formalize a three-year trial/probationary period for
all newly hired employees.

COMMENT

A three-year trial period was established 10 May 1977 for all
employees entering on duty after that date. The DCI's Head of Agency
termination authority was delegated to the Director of Personnel for
the three-year period. Provision is made for the employee to appeal
to the DCI when the Director of Personnel's decision is made in the
third year.
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8. Disseminate more widely career-planning data, especially regarding
ceilings, promotion rates, etc.

PRO

Wider dissemination of career-planning data will allow employees
to better gauge their career progression and to level their expectations
with the norm. Various mechanisms exist already to provide such informa-
tion, e.g., career service developmental profiles, counseling programs,
handbooks, the careers committee, etc. Certainly, additional mechanisms
can be found to disseminate such information.

CoN

The mechanisms which exist currently to provide career-planning
data present only limited information, often lacking specificity.
Ceilings, promotion rates, and similar kinds of personnel data are
dynamic and difficult to capture before they change so that incorporat-
ing them into written form for dissemination would be nearly impossible.

9. Examine the possibility of setting up distinct panels involved in
evaluation and career planning for employee pool (GS-14/15) from
which future supergrades will be drawn.

PRO

Adoption of the recommendation would foster the one-Agency concept
by eliminating the career service designations of GS-15 and supergrade
officers. These individuals would be available for assignment anywhere
in the Agency and not constrained in their career by directorate labels.
Such a practice could ensure inter-directorate experience in the develop-
ment of senior managers and executives for future replacement of 'Key
Official' positions throughout the Agency.

CON

Separating the GS-15 and supergrade officers from their career
service will fragment the overall Agency personnel program. This system
might also force specialists into the managerial ladder in order to get
the broad experience required to reach the supergrade level. The
advancement of specialists would be thereby stymied.

. -5-
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10. Examine the desirability of developing procedures for dispositon/
handling of the lowest-rated employees.

PRO

In the past, officers falling in the lowest third percentile of
their career service panel rankings were not counseled about their
performance, but neither were any administrative actions taken against
them. was revised recently to reflect current Agency policy
for handling the lowest-rank employees. FEmployees ranked in the lowest
percentile for two consecutive years are subject to reassignment, down-
grading, or separation. These measures will ensure that the career
progression of more qualified officers is not blocked.

con

With appropriate counseling for the employees involved, there
should be few negative implications in implementing this recommendation.

11. Examine the desirability of using closed-circuit TV/video-taped
presentations for the DCI to commmicate better with Agency
personnel.

PRO

Closed-circuit TV and video tape recordings provide an additional
technique which the DCI can use in communicating with Agency personnel.
The best use of this media is for bringing to all employees a prompt
replay of meetings at which the DCI makes statements of general interest.
(Note: The DDA has recently forwarded to the DCI a proposal to purchase
a closed-circuit TV system.)

coN

As a direct address system, this technique has very serious limita-
tions. Where a President of the U.S. can justifiably use the medium of
TV for a fireside chat, the DCI deals with a much smaller and more con-
centrated audience, and a televised presentation emphasizes rather than
eliminates distance and aloofness.
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12. Expand "Notes from the Director' to provide a forum for timely,
forthright, factual accounts of initiatives, programs and options
under consideration, etc. Include recognition of recent Agency
accomplishments.

COMMENT

Currently being done. The spirit of the recommendation, i.e., that
the 'Notes' should be as informative and as constructive as possible is
fundamental to the concept of the "Notes." The DCI's current and pro-
jected use of 'Notes" does provide a forum for accounts of initiatives,
programs and opticns under consideration. These '"Notes,'" incidentally,
have been well received.

15. Prepare comprehensive package of recommendations on personnel
promotion and specifically how to improve personnel flow (assigned
by DCI to DDA MAG).

COMMENT

Further action on this item assigned by the Director to the DDA MAG.

16. Distribute "Notes from the Director' to every employee.
COMMENT

Distribution of 'Notes from the Director' has been increased to all
employees (1 to 3) as of No. 4, dated 13 June 1977.

18. Strengthen the DDCI's (or any other appropriate officer’'s) role in
clarifying and expressing your aims to employees.

PRO

The apparent distance between the DCI and employees caused by the
enhanced responsibilities of the DCI in the Community and with the
Congress needs to be breached. As the general manager for CIA, the DDCI
would be the appropriate official to clarify and express the DCI aims
and goals to Agency employees.

-7 -
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cov

‘The task of clear and meaningful commumication between the DCI
and Agency persomnel is a fundamental management obligation which the
DCI should not delegate.

26. Coordinate papers submitted to non-Agency consumers that deal with
topics for which more than one office is responsible. '

PRO

_ Formal coordination of intelligence products with the appropriate
offices in the DDI and the DDO is the prescribed way of doing business.
In fact, emphasis on inter-disciplinary research and multiple authorship
of papers by experts drawn from several offices is intended to make this
process more than perfunctory. However, the coordination process does
not always work as well as expected. Oversights can occur. The situa-
tion where a drafting office has such a proprietary attitude toward a
subject and decides a paper need not be coordinated within the direc-
torate occasionally occurs. - All production office chiefs are instructed
to ensure that papers are properly coordinated.

con

The extensive coordination process slows down the publication of
intelligence products unnecessarily, particularly when offices with
only a peripheral interest must be consulted. The author of a monograph
shogld be able to decide on the degree of coordination necessary for his
product.

29. Consider CIA policy of circulating to other departments/agenc1es
a list of forthcoming publldatlons. Request they reciprocate.

PRO

Adoption of the recommendation would raise the image and diminish
the aura of elitism surrounding the Agency within other departments/
agencies. Circulation of upcoming publications lists between departments
will ensure our product and theirs reaches the customers who need it.
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con

We would not want to circulate publication dates on certain
sensitive memoranda on issues still subject to review and decision by
policymakers.

30. Consider forming a centralized office of Executive Liaison to
coordinate interagency cooperation.

PRO

Establishment of a centralized office for Executive Liaison would
foster interagency cooperation on matters of mutual concern. Currently,
this liaison is fragmented between the IC Staff and elements of the
Office of the DDCI.

CoN

Interagency liaison is viewed and handled in two distinct cate-
gories. Relations with national security agencies is handled within
the IC Staff structure. Relations with cabinet-level executive agencies
. outside of the Intelligence Community is handled within the Office of the
DDCI.

33. Use the NIO system to produce a community product only when a
coordinated view is determined to be absolutely necessary.

PRO

A coordinated intelligence community position on some subjects is
appropriate and desired by top officials. Thus, an effective tested
process -- like the NIO system -- would aid in producing interagency
papers. ,

cov

We should preserve the opportunity for individual agencies to pro-
duce intelligence reports presenting their unique assessments of develop-
ments related to mational security. Products which are clearly
departmental in nature about which there are no divergent views should
not be subjected to the commumity coordination process.

-9 -
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36. Give the Suggestion Awards Committee sufficient authority to act
on suggestions so that it does not serve only as an intermediary
between the "'suggester' and the component affected by the sugges-
tion.

PRO

The Suggestion Awards Committee lacks sufficient authority to act
on suggestions submitted by employees. At present it serves only as an
intermediary and lacks decisionmaking authority to grant awards if the
evaluating component turns down the suggestion.

CON

The Suggestion Awards Committee possesses sufficient authorlty
to act on suggestions. The Committee itself lacks the expertise to
rule on the merits of suggestions and relies on the component(s) of
primary interest. In cases where seemingly good ideas are recommended
for decline by evaluating components, the Committee does seek added
study or more definitive explanations of the denial. Occasionally,
the Committee will use independent evaluators to reexamine the original
evaluations or will seek reexamination of substantive proposals through
command channels.

37. Eliminate the practice of awarding people for suggestions that
should be considered integral parts of their jobs.

PRO

Employees should not be awarded for ideas which they are expected
to implement in order to do their jobs more efficiently. The wage a
person earns is compensation for doing his job effectively and effi-
ciently and no further reward should be given.

con

Awards are not make for suggestions that are in fact simply a normal
requirement of the individual's duties. The Suggestion Awards Committee
looks carefully at line-of-duty factors and does not vote for a cash
award unless the suggester's contribution is so superior as to warrant
recognition. In most cases, the ideas and improvements that employees
suggest have some relationship to their work. This is the logical area
in which we could expect employees to perceive proposals for improvement.
We follow the Civil Service Commission guidance to all government agen-
cies on the administration of their awards program.
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38. Support the MAG groups which are trying to solve the smoking/
non-smoking area problem.

PRO

Many people do not smoke and vociferously protest when subjected
to others smoking, Also, it has been proven that non-smokers run
almost the same cancer risk when breathing others' cigarette smoke as
smokers do. The initiatives taken by the Office of Logistics to date,
such as, designation of non-smoking areas in the cateterias and library
and publication of a bulletin reminding employees that smoking is pro-
hibited in the elevators, do not go far enough. Since there are no
enforcement mechanisms other than the individuals themselves, compllance
is not compulsory.

con

Smokers, particularly heavy smokers, are also a very vocal lot.
When faced with restrictions on their smoking, they protest that it's
a violation of their rights. The Office of Logistics has taken steps
requesting smokers respect those areas set aside for non-smokers.
These initiative should be sufficient.

39. Develop a systematic managerial development program to ensure
individuals are trained in appropriate managerial skills before
progressing to the next managerial level.

COMMENT

The Agency's Personnel Development Program (PDP) instituted in 1973
provides a systematic program for the selection of officers, GS-13 and
above, who evidence talents for executive assignment. Individually
tailored programs of basic training and experience are designed for these
officers to develop their managerial and executive skills. In addition,
the Office of Training's Management Training Program was designed and
developed to meet the needs of Agency managers as they progress from one
managerial level to the next. Internal training is supplemented when
appropriate by management training courses at federal and academic
institutions. The key to the development of successful managers is
responsible selection, individualized training, and challenging assign-
ments and senior managers must ensure capable younger officers are
offered these opportunities.

Approved For Release 2002/01/08 ;l33IA-RDP80-00473A000300070002-4



Approved For Release 2002/01/08 : CIA-RDP80-00473A000300070002-4

40. Expand the directorate-level management intern program to the
office and group levels, giving potential managers opportunities
for additional administrative experience.

PRO

Management internship programs provide officers with opportunities
for broad Agency experience. The limited programs already established
focus on supergrade rotational assignments between offices within the
directorates. The Agency should involve lower-graded officers in the
intern program to provide multi-discipline development of officers who
might assume senior management positions in the future. Each direc-
torate should establish a junior rotational program for younger officers
and a senior rotational program at more senior levels between direc-
torates should be considered. =

coN

The directorate-level management intern program referred to above
involves only senior officers. Rotating younger officers in anticipa-
tion of future managerial assignments is more difficult because lower-
level jobs require expertise often in very technical matters which the
detailee cannot learn in sufficient depth to be of value to the receiv-
ing component,

41. Consider a managerial career service, enabling people to be eval-
uated and promoted on their managerial skills.

PRO

- Setting up a separate managerial career service would take managers
out of their specialist areas and put them into competition with other
managers. Their advancement would depend on their managerial skills
and not their techmical expertise.

con

Agency practice has been to develop managers from the specialist
body of employees, providing the experience and training needed for
development of the managerial skills over a period of time as the em-
ployee moves up the career ladder. This system has the advantage of
developing managers with sufficient substantive knowledge to success-
fully handle offices composed of specialist employees.

- 12 -
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26. Coordinate papers submitted to non-Agency consumers that
deal with topics for which more than one office is responsible.

The formal coordination of intelligence products with the appro-
priate offices in the DDI (and the appropriate DDO division) is our
prescribed way of doing business--no matter whether the paper is self-
initiated, done on request for a specific consumer, produced in print or
typescript. I support this procedure. In fact, my emphasis on inter-
disciplinary research and multiple authorship of papers by experts drawn
from several offices is.intended to make this process more than just
ritualistic.

However, it is inevitable that the coordination process does mnot
always work as well as I might wish. Oversights do occur and
offices--much to their unhappiness--will occasionally find that they did
not have an opportunity to comment on a paper containing material
falling within their purview. Close attention by branch and division
chiefs to the coordination process and review of our internal production
schedules should keep this to a minimum. More serious (and hopefully
rarer) is the situation where a drafting office has such a proprietary
attitude toward a subject that it decides that a paper need not be
coordinated within the Directorate. I cannot say how often this occurs,
but I have had occasional complaints about several offices and I have
directed that all production office chiefs bend over backwards to see
that papers are properly coordinated. I also intend to reinforce my use
of the weekly production meetings as a mechanism to ensure that all DDI

publications are properly coordinated.
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29. Consider CIA policy of circulating to other departments/agencies
a 1ist of forthcoming publications. Request they reciprocate.

I think it would be possible to disseminate periodically to
other departments and agencies a list of forthcoming publications
for which we have firm publication dates and which will be given
standard dissemination. We could use the DDI production schedule
material now assembled for internal use by PPG as the basis for amn
externally disseminated list. We would want to reserve the right
to withhold certain sensitive memoranda from the circulated list,
particularly those on issues which are still subject to review

and decision by policymakers.
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SUBJECT: MAG Groups Recommendations for DCI Decision

T. Set up small office of Personnel Policy under the poCI to estab11sh
overall personnel policy, monitor adherence, and handle career manage-
ment of employees: GS-14 and above; on rotational assignments; on
detail to other agencies; and directed by an 1nd1v1dua1 appo1nted
from outside the Agency

The present system is more f]ex1b1e than an office under the DDCI

wou]d be. Separating the personnel policy role from the personnel

management role could cause duplication of effort and fragmentation

of the overa]] personnel program. This fragmentation would result in the

)1

1nto new personnel policy. In terms of the evaTuatTQn of Agency-wide

»personne1 policies, other off1ces at the DDCI 1eve1 (e.qg., IG and the

Comptro1]er) are able currently to perform that funct1on and recommend

changes.

2.  Make promotions of lower grade profess1ona1s more compet1t1ve to
reduce the GS-14/15 bottleneck/bulge. . e

The suggestion implies that personnel in the Tower grades arer ‘
promoted too rap1d1y However, the stat1st1cs 1nd1cate that such is not

the case. The bulge problem stems from a very low rate of attr1t1on, and does

exist
not/because those who are promoted on the basis of comparative eva1uat1on

(:f?*‘”

are promoted too rapidly.
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3. Reduce the number of managerial positions and layers to make room
for spec1ahst" (persons not motivated for management careers but
passessing spema] sk1ﬂs) at higher grades. :

The dual track system for advancement to h1gher grade levels is bemg

used currently by the DDI and the DDO A]though there is no Aqency~w1de

dual track system, di rectorates and career services are using it as

~ appropriate. A reductwn in the number of manager1a1 posi tmns and Tayers

would not necessari ]y insure room for spec1ahsts. At present 29 percent R

-of the total GS-14 and above positions are c1a551f1ed on the

basis of substantive skills rather than managerial or supervisory content

of the job.

4. Re]ax time—in-gfade standards for promotion.

Relaxation of time-in-grade standards for promotion allows for the

" rapid advancement of exceptional emp]o_y_ees; The 'newly revised regulation

on p&"omotion _ states ’that "those employees who gi#e indicﬁgtion
that they will be exceptmna] performers at h1gher* levels of resp0n51b1hty

shou]d not be constrained by tme-m grade gu1dehnes if they are otherwise.

qualified for advancement.' Though relaxatwn of time 1n-grade standards ,_',:-

wi th wh1ch vacancws are created Lhrough separatwn or advancement, At

is encouraged what actuaﬂy contmﬂs the rate of promotwns is the frequency

present few vacancies are occurrmg,mth the effect of delaying promotmns.. _‘

‘An individual performing in a pos1t1on of responmbﬂTty higher than his/her

present grade should be given cons1derat1on for the appropmate grade but
the actual number of promotions is controﬂed by the Career Ser‘vme Grade

Authorization (CSGA) and thus by the number of vacancies occurring.
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5. Shift responsibility for job specification/grade-level definition
from Position Management and Classification to the local manager.

Logal managers have too much :: vested interest and close involvement
with their programs and their personnel to maintain an objective approach
to classification. The principle of equal wbrk for equal pay'coqu not
be maintained between Agency components or betwean fhe Agenqy énd the |
rest of government. Such a decentralized system as proposed would requtre o
extens1ve overs1ght by a larger number of personnel than the present

centra11znd system requires.

6. Expand use of Civil Service Comm1ss1on practice of the doub1e-3ump
promotion at the 1ower professional grades. : ,3 -

This recommendatwn currently 1s beifig staffed out by the Ofﬁce of — ILLEGIB
Personne] and will be considered at a_

- —

7. Reinstitute/formalize a three-year trial/probationary period for

- all newly hired employees.

_ A three~year trial perwod was estab11shed 10 May 1977 for a11
employees entering on duty after that date The DCI's Head of Agency :
terminatiob authority was de]egated‘to'the D1rector of Personne] for 7
the three-year period. Provision 1s made for the emplqyee to appeal .eﬂ
4to the DCI when the Director of Personnnl S dec1510n is made 1n the ‘3 7

third year. . ' ";.,' _:__b -

8. D1ssem1nate more w1de1y career—p]annwng data especially regardlng ‘
ceilings, promotion rates, etc.

Various mechanisms exist already to provide such information, e.g.,
career services, developmental profiles, counse1or.programs, handbook,
careers$ committee, etc; Career services will be asked to identify and
jmplement additional mechanisms for disseminating such information.
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9. Examine the possibility of setting up distinct panels involved in
evaluation and career planning for employee pool (GS- 14/15) from

which future supergrades will be drawn.

Separating the GS-14/15 officers from the career service woqu fragment
the overall Agency personnel program. However, the Executive Advisory Group
(EAG) currently is'imp]ementing a hodified version of the recommendation.
The EAG has identified approximately 50 key opérating bbsftions fn the
Agency and tﬁe détes these boSitioﬁs are expected to bécohe'vacant.'anch
Deputy Director wi1T nominate céndidates for the vacénc%es, The EAG;wfII
discuss the D1rect0rates nom1nees plus any add1t10na1 candxdates they may
w1sh to consider. F1na1 selection for the key positions g&al be made |

[
. . e

by the EAG.

10. Examine the desirability of deve10p1ng procedures for d1spos1t10n[
handling of the 1owest~rated employees. _

In the past, officers falling in the Towest third‘percentiIe of
i <the1r career service panel rank1ngs were not counse]ed about the1r per-
STATINTL =
formance, but neither were any adm1n1strat1ve act1ons taken agatnst them.
-was revised recently to reﬂect current Agency pohcy for handhng
the 10west~rank emp]oyees Emp]oyees ranked 1n the 1owest three percent11e

for two consecutive years are subject to reass1gnment downgrad1ng, or .

separat1on. These measures will ensure that the career progress1on of more

qualified officers is not blacked. - I o STATINTL

11. \Exam1ne the desirability of using c1osed-c1rcu1t TV/v1de0 taped
\presentations for the DCI to communicate better with Agency personnel.

ILLEGIB

B Gl Ne R y--%swma—.ﬂ—ng—awsr LGy

e CLAMEreseniaiignal»Mean3*§teer%wg~9&ﬂ
i ALy Bt s, g 8
levision-in-the Agercy T The Panelsubmitted-a- prettminary-repert.on

August.-1977.and.they-have-been-directed-to- .expand~thetrstudy-to-estabish

ed For Release 2002/01/08 ;: CIA-RDP8
e . spec1§?k~and .compre ens%ve -set of - goalé’93@736988%998§°?%r¢the usewof TV
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12. Expand "Notes from the Director" to prov1de a forum for timely,
forthright, factual accounts of initiatives, programs and options
under consideration, etc. Include recognition of recent Agency
accomplishments. . '
This currently 13 be1ng done. The sp1r1t of the recommendat:on, i.e.,
that the "Notes" should be as informative and as construct1ve as possible
~is fundamental to the concept of the "Notes." The pcI’ 5 current and pro-
jected use of Fthes" does provide a forum for accounts of initiétives;
. programs and options under consideration. »These “Notes,"” incidentaliy, .

have been well received.

15. Prepare comprehensive package of recommendatTOns on personneT
promotion and spec1f1ca11y how to 1mprove personnel flow (assngned
- by DCI to DDA MAG). , v =

The Off1ce of Personnel/Plans Staff current?y is stafang out this -

recommendat1on.

16. D1str1bute "Notes from the D1rector" to every empquee. o

B+&%P+b&%+en—o$-N&*99*$remwthe»BrrettUr“*waS“Wﬁcreased~$e~em
/m mié- Mot bl dxsﬁn’sd?\c[

L&»&o“BJwasmaiuN0¢n4~dateﬁ-&ékéhnxr&%ﬁﬁ“ ilu;tn;but1oﬂ w+4l~be Tnc eased

every emp]oyee;#%&tﬁﬁqiqgupiféf

18. Strengthen the DDCI’s (Or any other approprTate offlcer s) ro]e in:
' c]ar1fy1ng and express1ng your aims to emp10yees.- : o

~f

The DCI personally is 1nterested in open and mean1ngfu1 commun1cat1ons
between him and Agency emp]qyees He uses the DDCI and other dpproprfate
ofﬁcers to supp]empnt his own contacts with empWoyees, but he does not wish

~their assistance to be in lieu of his personal mvolvement.
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26. Coordinate papers submitted to non-Agency consumers that deal with
topics for which more than one office is responsible.

Formal coofdination of intelligence pfoducts with the appropriate
officés.in the DDI and the.DDO is the prescribed way of doing businesév
In fact, emphas1s on 1nter-d1sc1p11nary research and mu1t1p1e authorsh1p
of papers by experts drawn from several offices is intended to make th1s‘
process more than perfunctory However, the coordTnatlon prO(ess does
~not a1ways work as we]] as expected. 0vers1ghts can occur. The situa-
tion where a drafting office has such a proprietary attitude towafd éf
subject and decides a paper need not be coordinatéd within the diréc~
torate occasionally occurs. AT production office chiefs are instructed
“to ensure that pépers are properly coordinated.

w

29. Consider CIA policy of circulating to otﬁer departments/agencies - -
a Tist of forthcoming publications. Request they reciprocate.. o

- The DDI has tried this recommehdation and will uée it periodica]ly

in the future. Circulation of a 11st of upcom1ng pub11cat1ons creates '

a prob]em, however, when the Agency cannot meet the ant1c1pated pub11«;i;on‘ —
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30. Consider formnng a centra11zed office of Execut1ve Liaison to
coordinate interagency cooperation. :

The present Agency system seems to work well. Interagency:1iaison
is viewed and hand]ed in two distinct categories. "Relafions with'
national security agenc1es is hand]ed within the IC Staff structure.
Relations w1th cab1net-1eve1 execut1ve agencies outside of the Inte]lzqence ;J_i.'

Commun1ty is hand]ed w1th1n the Office of the DDCI 17f

33. Use the NIO'system to produée'a commun1ty producf only wheﬁ ah'

coordinated view is determined to be absolute1y necessahy

{M,(, I MM% 1D o '- |

s

- 36. Give the Suggpst1on Awards Comm1ttee suff7c1ent;auth0r1ty to act
- on suggestions so that it does not serve only as an intermediary. Jeil

between the "“uggester“ and the component affected by the suggest1on. j

The Suggest1on Awards Comm1ttee possesses suff1c1ent author1ty to "
act on suggestions. The Committee itself Iacks the expert1se to rule on the o
merits of suggestions and relies on the component(s) of prTmary 1nterest,

NeT Su ;7n&f§ﬂJ <

In cases where seemingly good ideas are tecgmmenég’ forﬂdectx?e—by evaTuatxng
components, the Committee does seek added study or more definitive

explanations of the denial. Occasionally, the Committee will use
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33. Use the NIO system to produce a community product only
when a coordinated view is determined to be absolutely
necessary.

A coordinated intelligence community position on some sﬁbjects
is clearly in order and>desired by top US officials. It.thus
behooves us to have an effegtive, tested process for producing
interagency memos, NIEs, SNIEs, and other such papers.

At the same time, we should preserve the 6pportunity for
individual agencies to produce intelligence reports presenting
their unique assessment of developments related to national
security. I agree that there is little profit in subjecting
to the community coordination process, products which are
clearly departmental in nature as products on subjects about

which there are clearly no divergent views.
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independent evaluators to reexamine the original evaluations or will -

seek reexamination of substantive proposals through command channels.

37. Eliminate the practice of awarding people for suggestions that
: shou]d be considered 1ntegra1 parts of their jobs. S
erd o
Awards are notfﬁaée for suggestions that are in fact ewmply a

norma1 requ1rement of the 1nd1v1dua1 s duties. The ?uggest10n Awards'
Comm1ttee Tooks carefully at ]1ne-of duty factors and does not vote for |

a cash award unless the suggester s contribution is so super10r as ta

warrant recognition. In most cases, ‘the ideas and improvements ﬁhaﬁ'
employees suggesf have some relationship to their work. This ié thq ‘:-
Togical area in which we could expéct‘emp1qyees t0 peﬁgéive proposals for

| improvement. We follow the Civil Service Commissfeﬁ guidance to alf gov&fnm"

‘ment agencies or the administration of their awards program.

- 38. Support the MAG groups which are try1ng to sclve the smokInq/
- . non-smoking area problem. , ; .

The Off1ce of Log1st1cs a]ready has taken'some 1n1t1at1ves}such
as des1gnat1on of non-smoking areas in the cafeter1a and pubtxcat1on ‘fj:“.z'vﬂlV
' of a bu11et1n to remind empioyees that sm0k1ng 15 pr0h1b1ted in the
elevators. The DDA will pursue additional steps to try to e11m1nate iil:

3 thé»prob]em. - o L S : {}" -.4 ,

- 39. Develop a systematic managerial development pfogram to ensufe
individuals are trained in appropriate managerial skills before
progressing to the next managerial level. '

The Agency's Personnel Development Program (PDP) instituted in 1973

provides a systematic program for the selection of officers, GS-13 and
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above, who evidence talents for executive assignemnt. Individually

tailored programs of basic training and experience are designed for these
officers to deve]ob their managerial and executive skills. In addftion,

the Office of Training's Managemen* Training Program wes designedAand
Adeve]oped to meet the needs of Agency managers as they proqrcss fram one
manager1a1 1eve1 to the next. Internal training is supplcmented when -
appropr1abe by management tra1n1ng ceurses at federal and academic Lff B
‘_1nst1tutions. ‘The key to the deve]opment of successful managers Tsde:l
respons1ble select1on, 1nd1v1dua11zed trannngs and challenQTng ass10n% "
v ments and senior managers must ensure capable younger fo?C(YS are fﬁf;i:?"

offered these opportun1t1es.

40. Expand the directorate-level menageﬁent intern prngkém'io the
office and group levels, giving potent1a] managers opporiun1t1es
for additional adm1n1strat1ve exper1ence ‘ .

. The d1rectorate—1eve1 management 1ntern program referred to above ?_

.xnvolves onIy senior of‘wcers. Rotat1ng younger 0ff1cer§ in dnt1c1pat30w

.of future manager1a1 ass1gnments is more d1fF1cu]t because Tower>1eve§ |

- Jobs requwre expert1se often in veny techn1ca1 matters thch the detaiiee
| :v,cannot learn 1n suFf1c1ent depth to be of value to the rece1v1ng compﬂnentf fg;}i{f
AQW¢@MUM f€&~&xrf;77V1> 7{ ﬁQ&'ELA&Qf%1@45? Gre ﬁﬁﬁ‘-.f“" ~ *’5%;T;N o
ﬁmne 7MMW ' L
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41. Consider a manager1a1 career service, enab11ng people to be eval-
. uated and promoted on the1r manager1a1 sk11ls

Agency practice has been to develop managers from the specialist |
body of emp]oyees, prov1d1ng the experience and trawnlng needed for
- development of the manager1a1 sk111s over a per10d of time as the t
Employee moves up the career Iadder. Th1s system has the ddvantaqe
'1 ?of deve]op1ng managers w1th suff1c1ent substantlve knowiedqe to quccessw« ;7- 

'fully handle offices composed of spec1a11st emplayees.

Approved For Release 2002/01/08 : CIA-RDP80-00473A000300070002-4



[

SENDER WiLL CHECK CLASSIFICATION TOP AND BOT’TOM

[_UNCLASSIFIED. | ool F SOREIRENT. iﬁ&zuhmijﬁgﬂmﬁﬂo 00

STAhﬂNTL ' OFFICIAL ROUTING SLIP
: DATE INITIALS
. Assistant to the’ADDCI i

B

K

e

: ‘6 R RS . -

ACTION DIRECY REPLY PREPARE REPLY - T
APPROVAL | nispaTchH | RecommenpaTion L LT s e RN
COMMENT f FILE RETURN ' : e
CONCURRENCE INFORMATION SIGNATURE

DDA 77-5326
Remarksz

/ZLM.@ /Lwﬂ ,;4,7 M,/ '

Cﬂim&w’; Bl /w’ ERAR e frrin ¢

Lt WM; *"wﬁ%

STATINTL dim, g'mm\ hebh. o
! ﬁ ¥ i m
f‘uf‘&v xﬂ/ﬁﬂ.ﬁ Yo e pete
l. FOLD HERE TO RETURN TO SENDER
~FROM: NAME, ADDRESS AND PHONE NO. .~ DATE
| “'Michael %7. Malanick, Ac:1'1ng DDA *,}'_"30 Sept
- | UNCLASSIFIED | | CONFIDENTIAL | | SECrReT
© FORM HO, 237 Use prmous editions . T i (40 .

b -67

ADDA/MJMalanlck lm (30 Sept 1977'3
- Distribution:.
- 'Orig RS - Asstant to "ADDCI w/att
RS.- DDA Subject w/att : ' ST S R

-1 RS- DDA Chrono ~ -~ . - - L S BRI -
1 RS - MJM Chrono : - ST

Attachment: DDA 77-5326, RS to ADDA from Asst to AJ)DCI dated 26 Sept, 1977 -Te '-msworc;

to MAG recommendatlons dlscussed in EAG meeting 13 Sept 1977, w/att :

(=3 ]

MIM ‘Comment: Barb: - Please note. my penc1lled comments and/or correctlons ‘Let me know . S
if T .can be of any Eurther help." /s/Mike - o
"p, S Assume yonAmlevséxlr'cbrﬂRelqaqel?O&Zf&ﬂI%chIEoRE}EBiQm@473A000300970902-4



IR N

'+ HENDER WILL CHECK CLASSIFICATION TOP AND BOTTOM

1 L o
[ UNCLAGSIFApIpraved FocoteiensaB0A2/01/08 : SHAREAPH0-04473A000300070002-4

DP/A RegiStI'Yl r—f;;’ tve Nagistr :

=522 C |OFFICIAL ROUTING W i

7 —— £0/004__7/27 - 7/8566/5
. D .

TO NAME AND ADDRESS INITIALS
(’”“ Acting Deputy Director i
1/ for Administration
A=
2
3
4
R
6 R _ _
ACTION DIRECT REPLY PREPARE REPLY
APPROVAL DISPATCH RECOMMENDATION
COMMENT - FILE RETURN
CONCURRENCE INFORMATION SIGNATURE
Remarks:

- Mr. Blake asked that I get together with you
to come up with answers to the MAG recommendations,
as discussed in the EAG meeting of 13 September.
Here is a draft to consider and commént on. Many
of the replies are taken from your PRO and CON*
paper of 1 August. (DDA 77-4318)

May I please have your comments back NLT
STA-.”\'.jTtP_ctober. '

Assistant to the Acting

FOLD HERE TO RETURN TO SENDER

- FROM: NAME, ADDRESS AND PHONE NO. - DATE
STATOTH 9/26/77
UNCLASSIFIED CONFIDENTIAL | SECRET )
(40)

FORM #O. Use pravious editions . Cp : —onn.
o7 237 P USGPO: 1976 — 202953

-

' Approved For Releasé 2002/01/08 : CIA-RDP80-00473A000300070002-4 -



